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APPENDIX E

CHAPTER THREE: HUD's PROGRAl\1S AND COMMUNITIES THEY SERVE

1) Recommendations for: Stresses of Program Growth

The Academy panel recommends that HUD:

• Submit to OMB and Congress a comprehensive proposal to reorganize HUD
"programs" and group under them individual "activities."

• A program is a group of related activities that have certain characteristics:
description as a "program" in legislation. regulations or formal issuances;
discrete budget and accounts; separate staff; relative permanence; and
operation under rules that are distinct from those of other departmental
activities.

• An "activity" is an endeavor that may be separately described, but is
carried on within a program and does not constitute a program, as
previously described.

• Estimate the resources required for legislative or administrative proposals that are
expected to add to or modify HUD's program responsibilities, and specifically
note whether these would be provided through additions to HUD's budget or
resource shifts from existing, named, programs.

The Academy panel recommends that Congress:

• Permit HUD to foster innovation through broad waiver authority, similar to that
of the Department of Health and Human Services, so that states and communities
can experiment with system-wide changes in housing or community development
policy.

2) Recommendations for: HUD in the Communities: Trying to Move From
Requirements to Results

The Academy panel recommends that HUD:

• Work through a single community planning mechanism to coordinate information
and reporting requirements among HUD's programs and across its offices.

• Eliminate requests for data, in plans and reports, unless they are integral to direct
program operations and HUD consistently uses the data.
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Emphasize the need to demonstrate results rather than to document processes.
This must be done through substantive changes, such as modifying reporting
requirements so that users are asked largely to present information on
performance.

Consolidate calls for data, among HUD's programs and across its divisions, and
take advantage of technology. Automate data requests and input whenever
possible, so that clients do not have to download data from their systems and
convert it to paper, only to have HUn have to reload it into a HUD database.

Work with Congress to draft amendments to the HUD Reform Act so that the
Act's requirements, while working toward sound management and accountability,
do not serve as impediments to HUD's goals in working with developers, direct
service providers, and communities.

3) Recommendations for: Working in the Federal Arena

The Academy panel recommends that HUD:

• Set up a simple procedure for HUD users to document when govemmentwide
federal requirements add costs or delay action. Use these data to determine
whether there are federal requirements (such as the Davis-Bacon Act or the
Uniform Procedures Act) that HUD should work with other agencies to urge
Congress to change.

• Share with communities information about what works well in all programs, but
especially in the Empowerment Zones and Enterprise Communities. There will
probably never be full funding of these programs, but if HUD takes the lead on
information sharing, the concept may take hold.

The Academy panel recommends that the administration:

• Establish counterparts to the Community Enterprise Board in major metropolitan
areas to coordinate housing or community and/or economic development
programs.

4) Recommendations for: From Bit Player to Full Partner

The Academy panel recommends that HUD:

• Use the newly formed Community Empowerment Teams in HUD's 81 locations
to seek regular input from HUD's communities of users on HUn policies and
requirements and the impact they will have on communities.
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• Minimize Washington-based interference in local decisions and partnerships.

• Legitimize interaction between HUD and the various commurutles it serves.
Overturn the HUD aGC ruling that HUD staff had to resign from advisory
committees and boards.

• Study the Negotiated Investment Strategy concept, which entails
intergovernmental negotiation to facilitate local urban strategies; consider
implementing some of these concepts--without creating a separate program to do
so.

• Revise the employee incentive system (expectations, rating criteria, and promotion
considerations) to emphasize that working with communities and other agencies
is as important as enforcing regulations.

• Undertake a major investment in retooling HUD staff to prepare for different
kinds of relationships with all communities of users.

• Create short-term staff rotation assignments between HUD and state and local
governments and nonprofit organizations. These are already permitted under the
federal Intergovernmental Personnel Act, and would provide HUD and its
communities of users with important exposure to one another's work and
methods.

CHAPTER FOUR: ORGANIZING TO FULFILL THE MISSION

1) Recommendations for: The Cisneros Reorganization

The Academy panel recommends that HUD:

• Defme the roles and responsibilities of secretary's representatives and state and
area coordinators so that they do not overlap one another or cause communities
to deal with multiple HUD officials on the same or similar topics.

• Select as area coordinator for the former regional office cities, an experienced
HUD manager. The area coordinators for those offices should also be the state
coordinators.

• Confine the secretary's representatives' responsibilities to multi-state and inter
departmental issues, and provide them a small staff, separate from the HUD area
office, to assist in and give continuity to this work.
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Develop a decision-making process by which field offices have some discretion
to deal with temporary staffmg problems caused by shifts in workload or the loss
of staff.

2) Recommendations for: Organizing to Put Communities First

The Academy panel recommends that HUD:

• Analyze how HUD's program areas must change the way they do business to
provide holistic services to communities rather than solely program-focused
assistance.

• Make program assistant secretaries responsible for inter-program coordination,
provide incentives for accomplishing this, and regularly evaluate via formal
studies how well programs are coordinated.

• Pilot test alternative organizational models and mechanisms, such as the inter
program approach being used in the Buffalo field office, to determine whether
these methods should be introduced in other field offices.

• Allocate a small number of staff to the state coordinator based on the amount of
HUD activity in a state and the needs of the communities in each state.

• Select, through a merit promotion process, staff whose careers demonstrate they
can work well with community leaders and are able to work effectively across the
complexity of HUD's programs.

• Develop, as part of its revitalized training program, a mix of classroom and
experience-based instruction that prepares a cadre of staff for state and area
coordinator positions and for headquarters' positions to manage inter-program
coordination.

3) Recommendations for: Structuring for the Long-Term

The Academy panel recommends that HUD:

• Maximize the use of processing centers to handle location neutral activities.

• Use the next two years to determine the number of offices needed to effectively
perform its mission and propose to Congress the needed workplace and workforce
realignments.

• Establish criteria for successfully meeting the goals of increased program
accountability and putting communities first, and evaluate whether the
organization structure needs to be modified to better meet those goals.
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4) Recommendations for: The Federal Housing Administration: Considerations for a
Corporate Structure

The Academy panel recommends that Congress:

• Transfer the corporate powers of FHA from the secretary to the corporation,
permitting it to function with greater operational autonomy within HUD.

• Vest management of FHA in a single administrator appointed by the president,
with Senate confirmation, for a six-year term of office. The administrator should
be compensated at the same level as the chief executive officers of comparable
government corporations.

• Commission an analysis of the advantages and disadvantages of a possible merger
of FHA and GNMA.

CHAPTER FIVE: MANAGEMENT SYSTEMS AND INITIATIVES

1) Recommendations for: Financial Management

The Academy panel recommends that HUD:

• Define expeditiously the functions and responsibilities of the comptroller positions
in the respective headquarters offices; their relationships with program and
administrative management and with the Chief Financial Officer's office; and the
numbers and skills of staff needed to carry out effectively the defined comptroller
functions in these offices.

• Complete promptly the effort to "reinvent" the Management Control Program.
If the effort is successful in developing a model approach that is effective for
achieving appropriate internal controls, move quickly to incorporate the approach
into a comprehensive departmental program.

• Ensure that, as financial systems development and integration efforts proceed,
information concerning the findings of prior relevant internal control reviews and
other studies is systematically gathered, made available to, and considered by
those responsible for the systems effort, and that appropriate consideration is
given to internal controls that should be included in the systems design.

• Include, as part of the increased emphasis on front-end risk assessments for new
or revised program and administrative processes, risk assessments of the changes
in processes and organizational relationships inherent in the several major
initiatives being undertaken as part of HUD's reinvention and streamlining
activities.
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Assess the resource requirements (staff, training, and contractor assistance) to
carry out these recommendations in a timely manner and move to secure and
employ such resources to the extent practicable consistent with other resource
planning and management priorities.

2) Recommendations for: Systems Integration and Information Management

The Academy panel recommends that HUD:

• Charter the newly constituted Management Committee to assume all functions of
the SISC and the Information Resources Management Planning Board, and
oversight of all aspects of systems (including nonfinancial systems) and
information management; ensure that HUD's field offices are represented during
Committee consideration of information systems; and create a small, permanent
staff reporting to the deputy secretary to support information management
functions.

• Prepare guidance for the Strategic Performance System that informs program
assistant secretaries concerning what ~onstitutes adequate documentation of
business strategies; mandates the development of Information Strategic Plans
(lSP) by all program assistant secretaries and major administrative support
organizations; and establishes deadlines for each ISP.

• Hold program assistant secretaries accountable for the adequacy and quality of
information.

• Provide for more field organization involvement in the design, development,
implementation, and operation of systems better to ensure that future systems are
designed to support operations in the field;

• Conduct an assessment to determine the adequacy of numbers of automation
technology assistants in field offices and whether reallocation of resources would
alleviate identified shortages.

• Hold the Office of Information Policy and Systems (IPS) responsible for
developing and implementing a HUD enterprise architecture that facilitates
systems integration; hold program assistant secretaries responsible for supporting
architecture development and implementation; and task IPS to develop an
executive summary of HUD's systems development methodology.

• Formulate a strategy for investment in HUD's information technology
infrastructure.
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3) Recommendations for: Staff Estimation and Allocation

The Academy panel recommends that HUD:
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• Continue its efforts to develop a comprehensive and effective resource
management process and develop the tools needed in resource management.

• Require, as part of the process, that each HUn official at the assistant secretary
level: develop and periodically update an inventory of the functions and activities
HUn should carry out in his or her area of responsibility; assign priorities to the
functions and activities in accordance with a management assessment of risks and
benefits, fInancial and otherwise, associated with each; assess the resources (staff
numbers and skills, contract assistance, travel, training, etc.) that would be
required to carry out those functions and activities effectively; and quantify the
differences between resources available and resources needed at different levels
of priority. The inventory, assignment of priorities, and assessment of required
resources should have involvement and input, where applicable, of field office
officials, and should anticipate the effects of initiatives, including program
streamlining and consolidation, which have implications for resource
requirements.

• Use the inventories of functions and activities, their assigned priorities, and the
assessed levels of resources requirements as the basis for analyzing the marginal
utility of alternative levels of resources within responsibility areas and for HUD
as a whole, and of alternative allocations of available resources among and within
responsibility areas. Functions of lesser priority that cannot be accomplished
within available resources should be excluded from work plans.

• Follow through on its stated intention to examine in greater detail contract efforts
that might be more cost effectively accomplished with federal employees and, if
warranted, recommend through the budget process authorization to accomplish the
work through the most cost effective method.

• At least for the time being, retain the Employee Time Reporting System and the
Resource Allocation Guidelines System, but emphasize to the program assistant
secretaries the need to assess current workload indicators and revise them as
appropriate to increase their utility as output measures and thus the utility of
RAGS as a source of information that will be of value in resource management
determinations .

4) Recommendations for: Human Resource Management

The Academy panel recommends that HUD:

• Include a plan to retrain and reassign current staff to high-priority programs in
its staffing strategy.
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Balance the recruitment of fully trained staff with an aggressive college
recruitment program, supported by adequate training programs, to ensure the
agency has a continuing supply of higWy qualified persons to replace its aging
work force.

Develop a training and staff development plan that provides for a significant
increase in the level of staff and dollar resources and meets the training needs in
the department adequately.

Adopt the policy that all major program redesigns and reorganizations define and
cost out training needs as an integral part of their implementation plans.

Develop an executive development program.

Focus performance appraisal. as the NPR recommends, on the goal of improving
individual and organizational performance.

Reduce the procedural requirements of the performance appraisal system to a
minimal level by using three rating levels and providing that only failing or
outstanding ratings require written justification.

Institute a continuing program to secure an ongoing assessment of the
effectiveness of staff communications within HUD and to identify problems on
a timely basis.

CHAPTER SIX: SUSTAINING MANAGEMENT LEADERSHIP AND A LONG-TERM
INSTITUTION-BUILDING AGENDA

1) Recommendation for: The Key to Building and Maintaining the Institution:
A Long-Term Agenda

The Academy panel recommends that HUD:

• Articulate a comprehensive, five-year agenda for building and maintaining the
department's capacity to fulfill its mission.

• Build on the external commitments in the Presidential Performance Agreement to
vest interest in achieving this agenda in OMB and Congress.



RENEWING HUD

2) Recommendation for: The Leadership Needed to Carry out the Agenda

The Academy panel recommends that HUD:
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• Develop legislation that would provide continuity of leadership by establishing an
under secretary for management and requiring that the individual in this position
be appointed by the President and subject to Senate confirmation with
qualifications to manage a large public organization set forth in the law. Like the
inspectors general. Congress should be notified on removal of any incumbent in
this position.

• Assign responsibility for implementing elements of the agenda to specific
individuals or groups under the leadership of the COO, working with the under
secretary for management.

• Provide a career staff to support the work of the under secretary.

3) Recommendation for: The Congressional Role in Capacity-Building

The Academy Panel recommends that Congress:

• Endorse the five-year institution building agenda for HUD.

• Enact legislation establishing an under secretary for management in HUD and
incorporating a statement of qualifications for this position.

• Require the HUD secretary to develop an action plan for the coming year and
report progress during the preceding year on implementing the multi-year agenda.
(The plan could be provided with the department· s annual budget justification.)

• Institute an annual review process, through congressional hearings, to assess
progress toward achieving the capacity-building agenda. A foundation for the
hearings could be provided through an annual assessment by an independent
organization, such as the General Accounting Office, or updates of this report by
NAPA.

• Following an assessment of the action plan and articulation of any changes
believed needed in the plan. provide the funding needed to carry out the plan.

4) Recommendation for: A Process for Thinking and Acting Strategically

The Academy panel recommends that HUD:

• Expand the initial Strategic Performance System framework to add provisions for
developing. enacting, and implementing comprehensive legislation and for
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preparing program business strategies, program operational plans, field
implementation plans, and support program plans (in addition to information
strategic plans).

• Ensure, through the Management Committee chaired by the deputy secretary, that
HUD implements the Strategic Performance System by holding the program
assistant secretaries accountable for completing program business strategies and
information strategic plans in fiscal year 1994. Program operational planning,
field implementation planning, and support planning (other than ISPs) should be
completed no later than fiscal year 1995.



RENEWING HUD

COMMENTS FROM HUD

243

APPENDIX F

The Department of Housing and Urban Development (HUD) is pleased to provide
comments on the National Academy of Public Administration's (NAPA) draft report, Renewing
HUD: A Long-Tenn Agenda for Effective Performance. The Department commends NAPA
for an excellent and comprehensive job, especially within a tight time frame and in a period of
massive change for the Department. NAPA took an appropriately broad approach to its charge,
including an historical review, discussions with current and fonner HUD managers, visits to the
Field Offices, consultations with Congress, OMB, and GAO, and three field hearings. This
approach has led to a thoughtful draft report which quite accurately describes many of HUD's
major programmatic and operational problems, and provides thoughtful suggestions.

The Transformation of HUD

The draft report and its preparatory process came at an ideal time because the Department
has spent the last year reinventing itself--its mission, its programs, its methods of doing
business, and its organization. The Department is committed to reestablishing HUD's role as
the Nation's preeminent provider of decent, safe, affordable housing and community
revitalization assistance. To accomplish this, HUD is:

• radically changing its core programs and policies to make them more responsive
to communities' needs; and

• where appropriate, identifying new, flexible tools that will enable HUD to
participate more fully in today's housing finance and community development
arena.

HUD has identified an ambitious agenda and is committed to implementing it. The total
transfonnation of HUD will not take place overnight. While much work remains to be done,
the Department has made significant strides in this Administration's first year, establishing the
framework for its agenda and showing important early results. HUD's recent report to
Congress, The Transfonnation of HUD, describes the Department's structure, legislative plans,
and administrative accomplishments to date. I am sending you a copy of this report under
separate cover.

Both The Transfonnation of HUD and the NAPA report note that HUD must work
cooperatively with Congress, constituencies, practitioners, and others to change the way it does
business. The advice of reports developed by such experienced organizations as NAPA are
particularly important in helping the Department chart an appropriate course. It is, therefore,
especially gratifying to see that most of NAPA's recommendations mirror changes the
Department has made or is planning to make.

It should be noted that many of the draft recommendations call directly or implicitly for
additional staff and increased funding to solve problems. In the current budget environment,
these may be difficult to achieve. The President has shown his support for the directions HUD
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is taking by requesting significant FY 1995 budget increases in several areas. Our ability to
secure these increases from Congress will greatly influence the feasibility of many of NAPA's
cost-sensitive recommendations.

The Department has taken action to transform itself from an agency without a clear
mission to an agency focused on helping people create communities of opportunity. The
Department has spelled out six priorities, and used them to review operations to ensure that all
programs directly support these priorities.

HUD has confronted a collection of many diffuse and staff-intensive categorical programs
with an ambitious consolidation and streamlining agenda. By consolidating its operations into
17 program areas, the Depanment will be able to concentrate its limited resources on its core
business. By proposing the elimination of other programs. HUD will be able to use staff
resources better and improve program delivery to its customers.

HUD has changed from a reactive agency that was too often an impediment, to an agent
of change and a partner with communities in affordable housing and community development
ventures. The Department has set in place a series of important administrative changes to fulfill
this commitment, and staff will continue this effort in the future. The Housing Choice and
Community Investment Act of 1994 will give the Department important additional tools and
flexibility to respond to the needs of local communities, HUD's ultimate beneficiaries. The Act
will enable HUD to support ongoing, innovative efforts to meet critical needs. It will also allow
the Department to use its scarce resources to leverage significant private investment. This will
enable HUD to carry out its mission in a way that maximizes the use of Federal funds while
minimizing its administrative burden.

Through HUD's current reorganization, its structure is shifting from one that impeded
results to an organization which will produce results at the community level. The Regional
Offices have been eliminated and the Field Office staff are now directly accountable to their
respective program assistant secretaries.

Most important for ensuring local responsiveness, HUD is delegating many more
decisions to the field staff. By creating community empowerment teams, HUD will work with
local public and private organizations, and citizens, to ensure that its resources are directed
where and how they are needed. For the first time in its history, HUD is assessing its personnel
needs and trying to remedy imbalances in resources. Where training or retraining is necessary
to meet these needs, attempts will be made to provide it, in part through the new HUD Training
Academy.

HUD has altered its vIsion of success from an emphasis on process and slavishly
following detailed regulations to an emphasis on peifonnance and accountability. Performance
measures will reward staff's achievements in producing benefits to I-IUD's customers. HUD's
Performance Agreement with the President demonstrates a strong commitment at all levels of
HUD to making measurable changes in the lives of urban American families. Our First Year
Program and Management Priorities and Operating Plan both establish accountability for these
commitments throughout the organization.
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I want to highlight some of the major areas of consensus between HUD and the
recommendations of the NAPA report. NAPA recommends that HUD begin a comprehensive
reorganization into 10 program areas. While the Department may disagree that 10 is the right
number, we have done much to consolidate our programs. The Department agrees with NAPA
that it is important that HUD staff, Congress, our customers, and the public begin thinking about
the Department not as a set of disparate activities, but as a highly structured set of related
program areas. HUD has condensed its programs into 17 program areas, totalling 50 active
programs (see Enclosures 1 and 2).

Because eight of these areas represent the bulk of the Department's operations, HUD has
primarily targeted its early consolidation and streamlining efforts toward these core programs.
The reorganization of seven McKinney Act homeless assistance programs into one program, the
merger of Section 8 certificates and vouchers, and the consolidation of Section 24 of the Housing
and Community Development Act of 1992 and HOPE VI are just a few of the recent changes.
The Department also proposes to discontinue or consolidate 59 other programs (see Enclosure
3), and is currently examining an additional 47 program and activities (see Enclosure 4) with
the goal of further consolidation and streamlining.

As part of this streamlining, NAPA recommends broad waiver authority be granted to
the Secretary and consolidation ofcommunity planning and reporting requirements for grantees.
The Department heartily agrees with these recommendations. The Housing Choice and
Community Investment Act of 1994 proposes two demonstrations--Entrepreneurial Public
Housing Authorities and Innovative Affordable Housing--which include broad waiver authority
in the public housing and FHA areas. The Multifamily Housing Property Disposition Act of
1994 also gave the Department broad waiver authority in the event of disasters. We would be
most willing to work with Congress on even broader waiver authority, similar to that granted
to the Department of Health and Human Services several years ago, so that system-wide
experimentation and flexible program implementation can occur more frequently.

NAPA recommends the conversion of tile Federal Housing Administration to an
autonomous federally-chartered corporation. While HUD is not currently prepared to embrace
such a recommendation, we do believe it has merit and have begun an extensive 6-month study
of FHA. The Department is committed to reinvigorating FHA to make it a first class financial
institution able to: respond to the demands of evolving mortgage markets; serve as a partner
in housing finance delivery systems; make a significant contribution to meeting the Nation's
housing needs; address the homeownership needs of low- and moderate-income families,
minorities, and other priority needs groups; uphold Federal fair lending laws and requirements:
and manage competently the risks inherent in these objectives.

Over the next 6 months, the Department will be holding regional forums and consulting
with residents, low-income housing advocates, non-profit and for-profit housing providers,
builders, realtors, mortgage bankers. the secondary market. the investment banking community,
State and local governments. unions, and others to explore other institutional models under
which FHA can most effectively accomplish its mission. In November, when these consultations
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are completed, the Department will be able to offer recommendations for transforming FHA,
including, potentially, creating a new Federal charter.

The draft report makes a series of recommendations to improve the adequacy ofHUn's
financial management systems. These include strengthening the Chief Financial Officer's (CFQ)
office, reinventing the Management Control program, and ensuring that financial systems
development and integration efforts proceed. The CFO's Office is currently completing its
reorganization plans, including the assimilation of both headquarters and field accounting
operations into the existing organization. As part of this process, the CFO will be defining the
functions and responsibilities of the Field Comptrollers, who now report directly to the CFO,
as well as the remaining Program Comptrollers, who report directly to their respective assistant
secretaries at headquarters.

The Program Comptrollers have been given an expanded role in the implementation of
the Department's approved Financial Systems Integration Plan and revised Management Control
Program, and continue to work within their respective program areas to resolve all audit
findings. The CFO will continue to work with each program assistant secretary to further define
and support the role of either the Comptroller or other parties responsible for improved financial
management within a program.

The laboratory effort to "reinvent" the Management Control Program was successfully
completed in early 1994, and a revised, comprehensive Management Control Program was
approved for the Department at the end of March 1994. Implementation of this new program
has begun in all program areas, with each program area developing detailed Management
Control Plans, risk abatement strategies, and control improvement goals to follow. These plans,
strategies, and goals will be updated each year as part of the overall Strategic Performance
System.

All major fmancial systems development and integration efforts are proceeding according
to the Department's approved Financial Systems Integration Plan and budget for Fiscal Year
(FY) 1994, and the Department will complete its plans for FY 1995 in the next few months.
As FY 1995 plans are developed, a systematic review of prior relevant internal control and other
related information will be factored into the approval process by the Management Committee.

Front-End Risk Assessments (FERAs) have been increasingly emphasized throughout the
Department by the CFO's Office and will be required for all new major initiatives as the
Department reinvents and streamlines its activities. Evidence of this increased emphasis is
apparent with GNMA's recently introduced REMIC program. which was preceded by a

comprehensive FERA prepared by a partnership of the GNMA Comptroller and program staff,
the CFO's Office, and the Office of the Inspector General.

To promote systems integration and improve information management, NAPA makes
several recommendations. The draft NAPA report provides a good analysis of the history and
current state of HUD's improved information systems. The recommendations address the need
for management and coordination, for properly planning the development and operational
oversight of information systems, and for responsibility for these systems at the highest
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management levels. This is, in fact, the stated role of the Systems Integration Steering
Committee (SISC) and its predecessor, the Information Resource Management (lRM) Working
Group. The Department has laid much of the groundwork to satisfy the NAPA
recommendations in this area. Initiatives completed or underway such as the Systems
Development Methodology, Information Architecture, Computer Assisted Software Engineering
(CASE) and Information Engineering Facility (IEF) tools, Information Strategic Plans, Data
Administration and Data Dictionaries are all prerequisites for operating consistent with the
NAPA recommendations.

NAPA calls for a Depanmental process for systematically assessing staffing needs and
allocating available resources in accordance with an ordered set ofpriorities. HUD's Resource
Allocation program will redesign HUD's resource management process and provide the
analytical tools for managing resources, increasing productivity, and improving performance.
These tools include: benchmarking and best practices analysis, business process redesign, value
management, cost assessment and containment, cost benefit analysis, performance measurement,
workload analysis, and staff planning and assignment. HUD expects to have a redesigned
resource management process in place for the development of its FY 1996 budget. As part of
the Strategic Performance System, this process will integrate resource decisions with
performance objectives and facilitate workload redeployment.

The Department also is conducting a review of its service contract data. The review is
examining funding levels and contracts by program area. It also includes an assessment of the
potential to convert some of the existing contract services to civil service.

NAPA points out that an organization needs a well-qualified, well-trained, and motivated
staff to accomplish its mission. The Department agrees. The creation of the HUD Training
Academy will mean a significant increase in the Department's commitment and resources
devoted to training. Moreover, the Department will attempt to balance the recruitment of fully
trained staff with an aggressive college recruitment program, and will strive to do so within
available resources.

The current performance appraisal system does, indeed, need revamping because it is
cumbersome and does not measure performance adequately. However, the Department believes
that the recommendations for modifications to the current five levels which are under
consideration would achieve the same purpose.

Finally, NAPA calls for long-term leadership to build and maintain HUD as an
institution. Recommendations include the development ofa 5-year institution building plan, with
annual reviews of that plan, and the creation of an under secretary for management. HUD
endorses the thrust of these suggestions. The importance of a strategic plan in shaping HUD's
direction has already become apparent. The Department has prepared a strategic plan for the
Administration's first year, entitled Program and Management Priorities, and intends to extend
it into a long-term strategic plan, in accordance with the requirements of the Government
Reporting and Performance Act. While the Department has not created a separate position for
an under secretary for management, the Deputy Secretary has been designated as the
Department's Chief Operating Officer. He has been delegated the functions NAPA envisions
for an under secretary for management.
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Areas of Concern
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There are a few areas in which NAPA's and HUD's positions appear to differ. NAPA
is concerned about the ability of the new BUD organization to advance BUD's mission of
creating communities of opportunity. While NAPA agrees with HUD that the agency's old
structure was not working, NAPA questions whether a structure based on Field Office staff
reporting to their respective program assistant secretaries will have the intended results. The
draft report makes a series of recommendations to strengthen inter-program relationships, some
of which we endorse, while others we think can be addressed with different solutions. Because
the reorganization of the field is at the crux of a reinvented HUD, let me address each of these
recommendations separately.

HUD's reorganization includes a component to ensure that the Department responds in
a coordinated fashion to community needs. The Department believes that it is absolutely
essential for the four program offices to work together to accomplish HUD' s mission. For
example, the problems of the homeless cannot be solved without the involvement of the staff and
resources of several offices, including Public and Indian Housing, Community Planning and
Development, and Housing. HUD has developed a collaborative model for the HOPE VI
program, which will marshal resources for severely distressed public housing from all across the
Department, and eventually will extend this approach to other program areas.

The need for a coordinated approach goes far beyond HUD. The public and private
sectors must work together to ensure that resources appropriate to communities' needs are
identified and secured. HUD intends to promote this kind of collaboration. The newly-fonned
"community empowennent teams" in HUD's 81 locations will be used to seek regular input from
HUD's communities of users on the impact of HUD policies and requirements on communities.
We are now proceeding to develop additional guidance and training on the mechanics of utilizing
the empowennent teams as an integrated approach to customer service delivery.

The roles and responsibilities of the Secretary's Representatives and State and Area
Coordinators have already been defined so that they do not duplicate one another or cause
communities to deal with multiple HUD officials on the same or similar topics. Under the new
organization the State!Area offices serve as primary points of contact for the coordination of all
HUD programs for the communities within the existing Field Office jurisdictions. The
Secretary's Representatives and State!Area Coordinators serve as the catalysts for coordinated,
cross-program service to the communities within their offices' jurisdiction. In addition to the
State Coordinator responsibilities, each Secretary's Representative serves as my on-site "team
leader," advisor, and representative.

The appropriate program assistant secretaries have the responsibility to manage all
resources associated with program delivery, including dealing with temporary staffing problems
caused by shifts in workload or the loss of staff. Accordingly, the Department will be looking
to them to address effectively all staffmg or workload imbalances as they occur. If an
emergency situation should arise, however, there are communication mechanisms in place to
allow State!Area Coordinators and program directors to address problems promptly.
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While pilot testing alternative organizational models and mechanisms (such as the one
in the Buffalo Field Office) would be disruptive during the reorganization, the Department
agrees that the recommendation has merit. The current reorganization represents one element
of the reinvention process. As programs are consolidated and operations streamlined, the
Department will need to review and evaluate its program delivery mechanisms. The
Department's structure will remain responsive enough to accommodate future adjustments.

The Department agrees that the staff selected competitively for management positions in
the Field Offices should be those whose careers demonstrate they can work well with community
leaders and comfortably across the complexity of HOO's programs. All positions, with the
exception of the Secretary's Representatives, are career positions. As career positions become
vacant, competitive procedures will be utilized to fill those positions. These procedures will
include appropriate selection factors that address knowledge of HUD programs and community
service experience.

The Department is particularly concerned that the recommendation to merge all funding
for social services into one program would have an adverse effect on those who rely on the
agency. HUD wants to avoid duplicating services, and in the vast majority of cases, other
agencies fund services. In some cases, however, services must be an integral component of a
program if they are to be effective. The Department feels that it has struck the appropriate
balance in those programs that offer both housing and services, and will ensure that services-
both those provided by HUD programs and by other agencies--are effectively coordinated.

Finally, the Department suggests that the report overemphasizes the role of HUD as a
financial institution. HUD must also be viewed as a social institution. Many of HUD's
programs, such as public housing, have a social dimension which must be addressed if HUD is
to create "Communities of Opportunity." In addition, the report describes the customer of HUD
as the housing industry, and inadequately acknowledges that the residents of HUD assisted
housing and other constituencies are also HUD's customers. This is a serious omission in a
reinvented management structure and should be corrected in the final report.

[Reference to and enclosure on possible factual errors has been deleted since appropriate
corrections have been made.]
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HUD has begun the process of transfonning itself into a productive and responsive
agency. But we should all understand that these efforts will take time and a continuing
commitment from the President, Congress, local communities, and HOO staff. NAPA suggests
that if HUD has not proven itself within 5 years, it should be dismantled. While the Department
agrees with NAPA's sense of urgency, such a turnaround cannot be accomplished on an arbitrary
schedule. HUD will improve service to communities significantly in 5 years, but not all
problems will be solved. The Department has pledged to become a partner with communities
and will undertake a thoughtful and organized effort to see that this occurs. The draft NAPA
report, and the comments and questions of NAPA staff during its production, provide much for
us to think about as we proceed.
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Enclosure 1

BASIC PROGRAM AREAS OF HUD [17 PROGRAM AREAS]

PUBLIC AND INDIAN HOUSING

1. Development
2. Modernization
3. Revitalization of Severely Distressed Public Housing
4. Operation of Low Income Housing Projects
5. Rental Assistance
6. Services to Families and Individuals
7. Indian Housing Programs

HOUSING

8. Development
9. Preservation
10. Homeownership Subsidies
11. Services to Families and Individuals
12. FHA Insurance

COMMUNITY PLANNING AND DEVELOPMENT

13. Community Development
14. Homeless Programs
15. Affordable Housing ProgramsIHOME

FAIR HOUSING AND EQUAL OPPORTUNITY

16. Fair Housing Initiative/Enforcement Programs

LEAD BASED PAINT ABATEMENT

17. LBP Special Purpose Programs
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Enclosure 2

ACTIVE PROGRAMS [50 PROGRAMS]

PUBLIC AND INDIAN HOUSING

1. Development
Modernization

2. Comprehensive Grant Program Activities
3. Comprehensive Improvement Assistance
4. Revitalization of Severely Distressed Public Housing
5. Operation of Low Income Housing Projects

Rental Assistance
6. Section 8 Contract Renewals, Amendments and Sec 23 Conversions
7. Incremental Rental Assistance

Rental Assistance for Disabled Persons
PH Relocation/Opt Outs

8. Choice in Residency (MTI) Counseling
9. Disaster Relief Progranl

Services to Families and Individuals
10. Housing Family Investment Centers
11. COMPAC
12. Tenant Opportunity Program (TOP)
13. Youth Apprenticeship/Urban Youth Corp
14. PH Early Childhood Development
15. Grants for Economic Development Centers (FREO Administered)
16. HOPE for Youth/Youthbuild (CPD Administered)

Indian Housing Programs
17. Indian Community Development Program
18. Indian Housing Loan Guarantee Program
19. Indian Modernization Program

HOUSING

Development

20. S.202/Supp Hsg Asst: Elderly/Handicapped
21. Sec 811: Supp Hsg for Disabled Persons
22. Pension Fund Partnership Section 8 Certificates

Preservation
23. Prepayment Preservation Program
24. Flexible Subsidy Program
25. Section 8 Loan Management
26. Section 8 Contract Renewals, Amendments, Rental Adjustments
27. Section 8 Property Disposition

Homeownership Subsidies

RENEWING HUD
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28. Housing Counseling Assistance
29. National Homeownership Trust Demo
30. HOPE for Homeownership

Services to Families and Individuals
31. Drug Programs

FHA Insurance

32. Single Family Programs
33. Multifamily Mortgage Insurance
34. Hospitals
35. Title I

Manufactured Home Loan Insurance
Property Improvement Home Insurance

COMMUNITY PLANNING AND DEVELOPMENT

Community Development

36. Community Development Activities
CDBG Entitlement Program
CDBG Nonentitlement Program

37. Empowerment Zones
Zone Economic Development Issues (ZEDI)

38. Community Viability Fund
NCDI

39. LIFT
40. New Colonias Program
41. Section 108 Loan Guarantees

Economic Revitalization (EDI)
Homeless Programs

42. The McKinney Homeless Programs
Consolidated Grants
Innovative Homeless Program
Housing Opportunities for Persons with AIDS

43. Food and Shelter
44. Section 8 Certs for Homeless

Affordable Housing ProgramslHOME
45. HOME Programs

HOME Local
HOME States
Insular Areas
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FAIR HOUSING AND EQUAL OPPORTUNITY

Fair Housing Initiative/Enforcement Programs

46. Fair Housing Initiatives Program
Administrative Enforcement Initiative
Private Enforcement Initiative
Organization Capacity Building Initiative
Education and Outreach Initiative

47. Fair Housing Assistance Program
48. Fair Housing Metropolitan Area Initiatives

LEAD BASED PAINT ABATEMENT

LBP Special Purpose Programs
49. Abatement Assistance
50. Research and Development

RENEWING HUD
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Enclosure 3

PROGRAM CONSOLIDATIONSITERMINAnONS [58 PROGRAMS]

PUBLIC AND INDIAN HOUSING

Consolidations

1. Section 8 Certificates
2. Section 8 Vouchers
3. HOPE VI
4. Section 24
5. Youth Sports (into COMPAC)

Terminations
6. PH Major Reconstruction: Obsolete Projects
7. Vacancy Reduction Program
8. Choice in PH Mgt for Rehabilitation & Redevelopment
9. Choice in PH Management Section 25 Technical Assistance
10. Family Unification/Foster Child Care
11. HOPE for PIH Homeownership
12. HOPE I: Sec Replacement Unit Set Aside
13. HOPE for elderly independence
14. Moving to Opportunity/Housing Counseling Set Aside
15. Homeownership Demo Program: Omaha NE
16. HOPE I: Section 5(h) Housing Replacement
17. Veterans Affairs Supportive Housing
18. Section 8 Rental Certs: WDC Project
19. HOPE for Elderly Independence
20. Indian PH Early Childhood Development Demo
21. PH Onestop Perinatal Services Demo
22. Energy Efficiency Demonstration

HOUSING

Consolidations

23. Housing Counseling Services
24. Emergency Homeownership Counseling
25. Prepurchase & Foreclosure Prevention
26. Homeownership/Rental Counselor Training/Certificate
27. Housing Counseling & Assistance, Sec 106(e)
28. HOPE: Multifamily Units
29. HOPE: Single Family Homes

Terminations
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30. Home Mortgage Insurance for Outlying Areas
31. Mortgage Insurance for Urban Renewal Areas
32. Mortgage Insurance for Service Members
33. Mortgage Insurance for Experimental Housing
34. Mortgage Insurance: Military Impact Areas
35. Group Practice Facilities
36. Mortgage Insurance for Manufactured Home Parks
37. Energy Efficiency Demonstration
38. Special Purpose Grants

COMMUNITY PLANNING AND DEVELOPMENT

Consolidations

39. Emergency Shelter Grants
40. Supportive Housing Programs
41. Shelter Plus Care Program
42. Sec 8 Mod Rehab for SRO Dwellings
43. Safe Havens for Homeless Individuals Demo
44. Rural Homelessness Grants

Terminations

45. Community Investment Corp. Demo
46. Capital Assistance
47. Development Servicesffechnical Assistance
48. Training Program
49. Solar Assistance Financing Entity
50. National Cities in Schools Community Development
51. New towns Demo for Relief in Los Angeles
52. Amendment to McKinney Act
53. Enterprise Zone Development
54. Enterprise Zone Homeownership Opportunities

LEAD BASED PAINT ABATEMENT

Terminations

55. Technical Assistance/Capacity Building

HEADQUARTERS RESERVE
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Terminations

56. Community Development
57. Moderate Rehabilitation
58. Section 8 Certificates and Vouchers
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Enclosure 4

PROGRAMS UNDER CONSOLIDATION REVIEW [47 PROGRAMS]

CROSS-CUTTING

Technical Assistance Programs

1. PH Development Technical Assistance
2. Modernization Technical Assistance
3. Revitalization Technical Assistance
4. Public Housing Technical Assistance
5. Regional Training on Drug Abuse in PH
6. Drug Information Clearinghouse Program
7. Youthbuild Mgt & Tech Assistance (CPD Administered)
8. Technical Assistance for StatelLocal Agencies
9. Technical Assistance for Community Housing Development Organizations
10. Teclmical Support for StatelLocal Housing Strategies
11. Prepayment Preservation Tech Asst & Cap Bldg
12. Indian Housing Technical Assistance

Service Coordinators

13. Public Housing Service Coordinators
14. FSS Coordinators
15. Elderly Housing Service Coordinators
16. Congregate Housing Services
17. Expanded 202 Service Coordinators
18. Project Based Sec 8 Service Coord

PUBLIC AND INDIAN I-lOUSING

Indian Development

19. Indian Community Development Program
20. Indian HOME Program

HOUSING

Single Family Insurance

21. Home Mortgage Insurance (Basic)
22. Home Mortgage Insurance: Disaster Victims
23. Rehabilitation Home Mortgage Insurance
24. Single Family Cooperative Program
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25. Purchase of Coop Hsg Units from Coop Proj Morts
26. Home Mortgage Ins: LowlMod Income Families
27. Mortgage Insurance for Condominium Units
28. Refinancing Section 235 Mortgages
29. Home Mortgage Insurance: Special Credit Risks
30. Misc Housing Insurance (Older Areas)
31. Graduated Payment Mortgages
32. Growing Equity Mortgages
33. SF Mortgage Insurance: Hawaiian Homelands
34. SF Mortgage Insurance: Indian Reservations
35. Adjustable Rate Mortgages
36. Home Equity Conversion Mort Ins Demo
37. Energy Efficiency Pilot Program

Multifamily Insurance

38. Cooperative Projects
39. Rental: Coop HsgIMod Inc & Elderly
40. Two Year Operating Loss Loans
41. Supp Loan InslMF Rental Housing
42. Equity Loans
43. Nursing Homes Intermediate CarelBoarding Homes
44. FHA MF Mortgage Credit Demo
45. Purchase of Refinancing of Existing MF HSG Projects
46. Single Room Occupancy Projects
47. Rental Housing in Urban Renewal Areas
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